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1. Other (Swimming Pools) Template User Guide

1.1 Introduction

111 Purpose

The Facility Support Contract/Base Operations Support (FSC/BOS) Template provides a common
framework for Navy-wide performance-based contracts. NAVFAC and DoD policy isto obtain FSC
sarvicesin a* performance-based” manner. This User Guide describes how to gpply the Template to
Other (Swimming Pools) services. The Template is to be used for fixed- price negotiated

procurements using source selection procedures. Users are encouraged to tailor the gpplication of

this template to the unique circumstances of their individua acquistions. There are anumber of
things to keep in mind during the tailoring process:

1. Read the Generd Information User Guide in addition to this User Guide.

2. Pay paticular atention to the annotation <<Note to Spec Writer>>.

3. Deete, add, or modify as required, but avoid adding unnecessary “how to” requirements and
management prescriptions.

4. When tailoring, be careful not to create conflicts or ambiguities.

5. Besure ALL theindividud dements of the acquisition are consstent and designed for the
best overd| outcome.

112 Scope of Other (Swimming Pools)

The Other (Swimming Pools) Template includes al |abor, management, supervision, tools,

materias, supplies, equipment, and transportation required to perform other (swimming pools) work.
Included are services such as water treatment, seasona start- up/shutdown and off- season
maintenance, lifeguard services, and aguatic programs. Repair to facilities and equipment is not
included in this Template, but may be found in the Template for Sustainment, Restoration and
Modernization.

113 Annex Alignment to Installation Management Accounting Project

Figure 1 below shows how the Other sub-function digns with the Navy’s Indtdlation Management
Accounting Project (IMAP) Core Business Model (CBM) and Cost Account Code (CAC). For
additiona information on IMAP, see the Generd Information User Guide.
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Annexes (Core Business Areas) )
Genera Information CBM Functions

Management and Administration
Command & Staff (Command & Staff)
Public Safety (Public Safety)

Air Operations (Air Operations)

1501 Facility Mgt
1502 SRM

| 1508 Fality Services

l

coONO OITh WN P

Port Operations (Port Operétions)
Ordnance (Operations Support) CBM Sub-functions
Range Support (Operations Support) 1503010 Janitorial

9 Hedlth Care Support (Operations Suppo
10 Supply (Operations Support)

11 Personnel Support (Personnd Sup 050 Oroude A
12 MWR (Personnel Support) 1503060 Street Sweeping & Snow Removal

13 Galley (Personnel Support)

14 Housing (Housing)

15 Facility Support (Facility Support) IMAP CAC

16 Utilities (Facility Support) [ - Other Maintenance & Service (9290) |
17 Base Support Vehicles & Equip (Facility Support)
18 Environmental (Environmental)

1503020 Pest Control

1503030 Refuse Collection/Recycling
[ 1503040 Other ]

Figurel. Annex Alignment to IMAP

114 CAC Definition

Table 1 below shows the IMAP 2004 Other CAC definition. Since CACs change periodicaly, refer
to the IMAP website for the latest. The Other (Swimming Pools) Template may accommodate
different cost models such as the Ingtalation Process Model (IPM) used by the Marine Corps.

Title

Other
Maintenance &
Service

| cac | Definition

9290 Includes the fabrication and repair of signs (including painting names and numbers on
buildings, maintaining painted traffic and parking lanes, and safety markings); the cost
of toilet supplies, lamp bulbs, and other general-use items purchased in bulk and
impractical to charge to other end-use cost and account codes (excludes supplies of a
strictly janitorial nature such as cleansers, waxes, rags, and mops, which are chargeable
to cost account code 9210); the cost of operations for farms, cemeteries, quarries and
borrow pits, sawmills (including logging and reforestation), fixed crushing, mixing, and
batching plants, bridges, and swimming pools; and the cost for performance of

mi scellaneous public works service.

Tablel. IMAP CAC for Other

115 Standard Numbering for Other (Swimming Pools)

Figure 2 below shows the standard numbering convention for Other (Swimming Pools). Annex 15,
Facility Support includes three firg-tier sub-annexes:
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Facility Management (1501)
Sustainment, Restoration and Modernization (1502)
Facility Services (1503)
Fird-tier sub-annex 1503, Facility Services contains Six second-tier sub-annexes. Second-tier sub-

annex 1503040 will dways represent Other (Swimming Pools) in NAVFAC contracts and is referred
to as Specification 1503040. Users are not authorized to edit the numbering convention.

Annex
Annex 1 Information

Annex 2 Management & Adminigtration
Annex 3 Command & Staff
Annex 4 Public Safety
Annex 5 Air Operétions
Annex 6 Port Operations
Annex 7 Wegpons

Annex 8 Range Support
Annex 9 Hedlth Care Suppod
Annex 10 S,I D

. St Tier Sub-Annex | 2M Tier Sub-Annex
nex 13 Galley 1501 Fec Mgmt 1503010 Janitorial
Annex 14 Housng 1502 SRM 1503020 Pest Control

Annex 15 Facility Support 1503 Fac S/cs 1503030 Refuse
Annex 16 Utilities 1503040 Other (Swimming Pools)
Annex 17 Base Support Vehicle 1503050 GrndsMaint

& Equipment 1503060 Street Sweeping
Annex™$8 Environmental

Figure2. Standard Numbering Convention Example

The numbering convention for specification number xxyyzz0 is
Thefirg 2 digits xx represent the annex number (varies from 01 to 18)
The next 2 digits yy represent the firgt tier sub-annex number
The next 2 digits zz represent the second tier sub-annex number
Thelast digit is reserved for future use

1.2 Other (Swimming Pools) Template Elements

The Other (Swimming Pools) Template includes specifications and supporting documentation that
supplement al other required contract regulations, policy and procedures as shown in Table 2 below.
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Section | Title Description

C Performance Work Statement Section C contains technical specifications expressing expectations
of the work to be performed stated as performance objectives,
related information and measurable standards. Annexes 1 and 2 will
beincluded in every solicitation. See General Information User
Guide.

J List of Documents, Exhibits, and Section J contains sample attachments (e.g., historical data,

Other Attachments inventory, and ELINS).
L Instructions, Conditions, and Notices | Section L contains sample technical proposal questions specific to

to Offerors or Respondents

Other (Swimming Pools).

Functional Assessment Plan (FAP)

The Other (Swimming Pools) FAP provides suggested methods of
assessment and sample sizes for accomplishing tiered performance

assessment. For additional guidance see the General Information
User Guide.

Table2. Other (Swimming Pools) Template Elements

1.3 Using the Other (Swimming Pools) Template

The Template is intended to be tailored to meet client requirements for Other (Swimming Pools)
services. Users should read and understand the entire User Guide before starting the tailoring
process. Users must consider all relevant guidelinesto ensure that al appropriate topics are
addressed.

Throughout the Template you will find the annotation <<Note to Spec Writer>>. Text within these
symbols provides additional information and/or advises the user to insert appropriate information
such as ingdlation name, days of operation, and the opening and closing times.

131

Defining Client Expectations

Pre-Planning M eetings and Analyses. Thefirs step in the tailoring processis to determine the
client’s expectations in terms of specific performance objectives and sandards. Aninitia review of
inventory and existing conditions will provide a better understanding of client expectations. Care
must be taken to ensure that the client reslizes the tradeoff between contract cost and “service levd”
expectations. In generd, it will cost more to get service levelsthat satisfy higher expectations.
Concurrent with understanding client expectations, it is essentia to conduct market surveys. This
gatutory requirement isintended to compare the client’s desired outcomes againgt the technicd,
management and pricing aternatives available in the marketplace for satisfying the Government’s
requirements.

The next step is to determine whether the client’ s requirements are currently contracted, if they area
new requirement, or if they are aresult of an outsourcing effort (e.g., OMB Circular A-76).
Comparisons should be made with any existing acquisition strategy, in order to optimize
requirements for the greatest overdl good of dl dlients and geographic areas. Pre-planning meetings
shdl be held as necessary to develop afull understanding of al expectations.

The Chief of Naval Operations (CNO) Integrated Process Team (IPT) has developed standard
sarvice levesfor severd functiond areas. Service levelswill be used for resource programming and
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budgeting and may require the fund recipients to use the funded service levelsin their solicitation.
For further guidance see Section 1.3.3, Service Levels.

If aClient isnot required to use service levels, the gppropriate changes must be made to Sections C

and J.

Comparison of Template WBS with Client Expectations. The next step isto evauate Ste-
gpecific requirements in conjunction with the existing Other (Swvimming Pools) Work Breakdown
Structure (WBS) for Section C. The WBS isthe basis for communication throughout the acquisition
process. A WBS defines an acquisition in product terms, and relates them in a tree diagram that
displays the relationships of the products and services to each other and to the overarching
performance outcomes.

Oncethe client’ s expectations are fully understood and the WBS has been tailored, the performance
objectives and performance standards for firm fixed-price work may be reviewed and tailored to
dignwith clients expectations.

Figure 3 below isthe WBS for the other (swimming pools) firm fixed-price work:

3
Other (Swimming Poals)

FFP Work
I
I ]
31 32
Pool Operator Operations
Maintenance
I I
I I I
311 312 321 3.2.2
Water Seasond Pool Aquatic
Treatment Start-up/Shutdown and Operation Programs
Off-Season Maintenance
3211 3212 3221 3222
Clean HH Open/Close Open Swimming Physical
Pool Area Pool Periods Conditioning
3213 3214 3223 3224
Lifeguard H- Issue Recreationa Instructional Coordinate Sponsored
Services Equipment Swimming Lessons Aquatic Events
3215 3216
Personal H Revenue
Items Storage Collection

Figure 3. Other (Swvimming Pools) WBS

Client requirements that are not included in the WBS should be added and those that do not apply
should be removed. For example, assume client requirements have been identified and thereisa
need to dter the WBS to delete revenue collection. The revised WBS would look like Figure 4

below.
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3
Other (Swimming Pools)

FFP Work
I
I ]
31 32
Pool Operator Operations
Maintenance
I I
I ] I ]
311 312 321 322
Water Seasonal Pool Aquatic
Treatment Start-up/Shutdown and Operation Programs
Off-Season Maintenance

3211 3212 3221 3222

Clean H Open/Close Open Swimming Physical
Pool Area Pool Periods Conditioning
3213 3214 3223 3224
Lifeguard H— Issue Recrestiona Instructional Coordinate Sponsored

Services Equipment Swimming Lessons Aquatic Events
3.2.15 3.2.1.6

Personal = e~ <

Items Storage ollectio
Figure4. WBS Tailoring Example
1.3.2 Tabular Format

Section Cisarranged in atabular format that facilitates methodica arrangement of requirements,
clear definition of expectations, and aignment of objectives with related information and measurable
dandards. The tabular format shown in Table 3 below provides a smdl extract of the Other
(Swimming Pools) specification and includes five columns of required information: Spec Item,

Title, Performance Objective, Related Information, and Performance Standard.

Istpe;er? ’ Title ‘ Performance Objective Reated Information Peg;)rr]dmaarr&ce
3211 Clean Pool The Contractor shall Prior to the opening of the pool Pool areas are clean
Area clean pool areadaily to each day of operation, the pool and trash is emptied
ensure the pool is ready deck area shall be swept, hosed prior to pool
for use. down, and all trash receptacles opening.
emptied.
<<Note to Spec Writer: If
cleaning of bathrooms and
bathhouses is required, refer to
the janitorial sub-annex.>>
3212 Open/Close The Contractor shall Pool operating periods are Pools are opened and
Pool open and close the pool <<Noteto Spec Writer: Insert closed per the
as schedul ed. the days of operation and the schedule.
opening and closing times>>.

Table 3. Tabular Format
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Spec Items shown in Table 3 above provide examples of firm fixed- price requirements. However
the tabular format for every Section C will actually address four distinct categories of work:

Spec Item 1 will dwaysindude generd information unique to understanding the
technical requirements of the spec. Thisitem will not require pricing by the offeror.

Spec Item 2 will dways indude management and administrative requirements unique to
the planning, execution, management and adminigration of the performance
requirements of the specification. The cogt of thisitem will be included the offeror’s
total contract price. Some management conditions are necessary to ensure successful
performance, e.g., Government regular working hours and environmenta protection,
while others are excessve, eg., requiring 1SO 9000 with no equivaent and 10 minute
sarvice cal reponse time,

Spec Item 3 will dways indude firm fixed-priced performance requirements. For
example, in Table 3 above, items 3.2.1.1 and 3.2.1.2 for Other (Swimming Pools) are
shown.

Spec Item 4 will dwaysinclude IDIQ work requirements.

The Performance Objective isan end state that someone wants to achieve. Objectives are often
expressed in terms of specific accomplishments by an organization, levels of service provided to
customers, or improvements in performance of some activity when measured againgt an established
basdine. A Performance Objective for water trestment would be the following statement: The
Contractor shall maintain and treat pool water and accomplish bacteriological and chemical
analyses.

Related I nformation congsts of information for the Contractor thet is specific to a performance
objective. Mot tailoring occurs in the Related Information column. An example of related
information for water treetment would be the following statement: Comply with NAVMED P-5010-
4,

Once the performance objectives and standards have been tailored to reflect client expectations,
related information may be added to further clarify requirements. Information contained in this
column does not merit routine Government assessment or istoo codly to individualy assess for the
level of risk that they present. Table 4 below identifies four types of related information:

Page 7



Typeof Related

I nformation Description

Informational Informational notesisinformation that is not intended to constitute a material representation by the

Notes Government. Information notes will always be the last entry in the Related Information column.
An example would be INFORMATIONAL NOTES: The Government will provide storage
equipment.

Clarifying Clarifying information describes client expectations in a more detailed manner than the

Information performance objective and performance standard alone. An example of Clarifying Information
would be Prior to the opening of the pool each day of operation, the pool deck areas shall be
swept, hosed down, and all trash receptacles emptied.

Constraining Constraining information describes limitations to the work performed to meet the performance

Information objective and performance standard. An example of Constraining Information would be Comply
with MIL-HDBK 1037/1 and 1037/3.

Requirement Requirement information further describes client requirements associated with each performance

Information objective. Such requirementsdo not individually riseto alevel that merits routine Government

assessment against a separate performance standard. An example of requirement information
would be Any person giving instruction shall possess the American Red Cross certification of
Water Safety Instruction.

Table4. Reated Information

Performance Standar ds are targeted levels or ranges of performance for each characteristic thet the
Government monitors. At least one performance standard must exist for each performance

objective. Achievement of a performance standard will either demonstrate directly that the

Contractor has met the performance objective, or will enable the Government to infer with ahigh
degree of confidence that the Contractor has met the contract performance objective. A Performance
Standard for water treatment would be the following satement: Water quality is continuously
maintained during periods of pool operation.

Performance objectives, related information, and performance standards clearly describe client
expectations. The Other (Swvimming Pools) WBS is arranged with more subjective performance
objectives and standards at higher levels (e.g., 3.2) and more quantitative performance objectives
and standards &t lower levels (eg., 3.2.1.1). Thistiered approach alows Contractor performance
evaudion at higher levels provided the Contractor can demonstrate adequate performance at that
higher level. Only after the Contractor hasfaled to perform a the higher level would we normdly
need to evaluate Contractor performance a lower levels of the WBS. The WBS structure lendsitsdlf
well to tiered performance assessment. For additiona information on performance assessment refer
to the Generd Information User Guide.

1.3.3 Service Levels

OPNAYV N46 service levels have not been developed for Other. However, if aclient determines
sarvice levels are required, the following provisionswill dlow for upgrades or downgradesin
service levels on an annua bass, a time of award and/or at the exercise of an option period. The
option to change service level(s) requires a preliminary notice to the Contractor. It is very important
to set areasonable time period for this preliminary notice to dlow the Contractor time to ater
gaffing and schedule work gppropriately to be successful in meeting the new requirements. It is
important to note that the shorter the notice, the riskier the start-up and the greeter likelihood of

higher prices.
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The following service leve provison (NFAS gpprova pending) should be used for changing service
levelson an annud basis. Use Alternate | if change in service levelsis contemplated at the time of
contract award for the base period:

Option to Change Service Leve, Alternatel. Upon initid contract avard the
Government reserves the right to award options to increase or decrease service
levelsfor the base period.

Option to Change Service Level. The Government reserves the right to increase

or decrease the service leve for each client at the time it exercisesits option to

extend the contract at the pricesindicated in the schedule. The Government will
provide [insert number of calendar days between 15 and 90] cadendar days
preliminary notice of itsintent to change the sarvice level. Notice of intent will be

in writing but may be in the form of an e-mail attachment, facsmile letter, or

officd mail sgned by a Contracting Officer.

1.34 Section J Attachments

Sample Other (Swimming Pools) attachments are provided in the Template. These sample
attachments contain information to help Contractors determine the scope of work to be performed.
Other (Svimming Pools) atachments include recreationa equipment inventory and current aquatic
programs schedule, and are labeled J- 1700000- attachment number (two-digit number from 01 to 99).

Sample Other (Swimming Pools) ELINs for firm fixed-price and IDIQ work are provided in the
Template and labeled J0200000-07. The Other (Swimming Poals) firm fixed-price ELINs are
structured to capture costs by IMAP CAC. TheIDIQ ELIN structure includes the following
columns. CAC, short description title, and full description of the work to be performed including
completion times to facilitate the uploading of the IDIQ schedule into DoD EMALL. DoD EMALL
is aweb-based tool that alows clientsto order pre-priced line items directly from the contractor
using their Government purchase card.

The ELIN sructure closely adheres to the guidance provided in NAVFAC Memorandum of 07 Mar
02, CONTRACT LINE ITEM RESTRUCTURING GUIDANCE.

135 Section L Questions

In a performance based contract, the Government identifies what it requires (i.e., performance
objectives and performance standards) and offerors propose the “how to” methods for accomplishing
these requirements. Section L contains a clause entitted CONTENT OF PROPOSALS in which
offerors are required to explain their proposed performance methods and associated costs. Toad in
evauating and negatiating these proposdls, it may be hdpful to includein Section L specific

guestions for offerors to address.

Every effort should be made to minimize the number of questions. However, where information
regarding the contractor’s method for performing the work poses an unacceptable risk to the
Government, a specific question should be asked. Sample questions are shown in Table 5 below.
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31

Questionsfor Other (Swimming Pools), Specification 1503040

What are your proposed pool operator maintenance plans for the pool-operating season?

31
32

Given the requirements and projected workloads identified in this specification, what is your proposed
staffing in FTEs for requirements identified in the following sections?

a. Pool Operator Maintenance

b. Operations

Identify the proposed employee skill levels, which positions require which specific certifications, your
criteriafor employment, required training prior to employment on this contract, and explain the rationale
used to establish the number and types of employees. Demonstrate how the proposed staffing can
accomplish the work within the specified or proposed (as applicable) time frames. Given the
requirements of this contract, identify the anticipated source of your employees for these services and
demonstrate that these qualified and fully capable people can bein your employ immediately upon the
start of this contract.

3212
3215
322

What are your procedures for the following?

a. Open/close pool

b. Personal items storage

¢. Provide and promote an overall aquatic program

Table5. Section L Questionsfor Other (Swimming Pools)
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2. Conclusion

The use of the Other (Swimming Pools) Template will facilitate performance-based contracting, use
of sandard service levels, IMAP accounting, and tiered performance assessment. For Template
documents, training and additiona assstance using the Template, contact the local Enginesring
Fied Divison (EFD).
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3. Web References

Table 6 below provides helpful web references.

Title
OPNAVINST 4860.7

URL
http://neds.nebt.daps.mil

Description

Guidance on implementing CA program
requirements

OMB Circular A-76

http://emissary.acq.osd.mil/inst/share.nsf

Guidance on implementing CA program

Supplemental requirements
Handbook
IMAP website https://ucso2.hg.navy.mil/IMAP/ Contains the latest IMAP Core Business

Model

NAVFAC Acquisition

http://acg.navfac.navy.mil

NAVFAC Acquisition home page

Seven Steps to
Performance Based
Services Acquisition

http://oamweb.osec.doc.gov/pbsc/

Guidance for performance-based
acquisition: Team Approach, Etc.

DoD PBSA Desk Guide

http://www.acg.osd.mil/ar/doc/pbsaquide01020
1.pdf

Department of Defense Performance-
Based Services Acquisition Desk Guide.

OFPP Best Practices
Guide

http://www.arnet.qov/library/OFPP/bestpractic
es/PPB SC/bestPPBSC.html

Office of Federal Procurement Policy best
practices guide to implementing
performance-based services contracting.

HHS KnowNet

http://knownet.hhs.gov/aboutK nowNet.htm

The Health and Human Services

information repository of performance
support.

USDA performance

based service
contracting

http://www.usda.gov/procurement/textonly/tool

kit/pbsc.htm

United States Departnent of Agriculture
performance based contracting toolkit

NAVFAC Facility
Support Contracts

http://pwc.navfac.navy.mil/pw/fsc

FSC Product Line Plan initiatives and
documentation.

Table6. Web References
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